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Whenewes: GeEMany JO1nsda the Nerth Atlantic Treaty Orga- 
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iesO,;DEQVide A=ned 
Forces in a total strength of 500,000 men. Of those the 


Memy in the Field had to comprise twelv 
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constantly ready 
divisions. Because of the nature of this service and its 
Mequ2rsmnents (i.e. less technical thar Navy and Air Force 
and containing a much larger amount of jobs which regqire 


Oey ShOrt training) about fourty percent of =he manpower of 


Mies Army had to be draftees [ Ref. 1: p. 218]. 


fee LRALNING CONCEPT 
1. Development 


Beomig¢aumney the deat= was ctsduced from eighteen to 


pe 
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@ieed. This required a shift of the greatest amount of 
memeena Si =O the regular units in otder to maintain a suét- 
Bacleenct number of reqular units at 2n acceptable level cf 
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The new concept reduced th2 basic <raining +o thrt¢e 
months. It is organized into a gen2ral part common to 3ll 
services and a specializes? part which provides basic skills 
Sethe military occupational speciality (MOS) of the cor- 
Script. The specialized training which is spread over the 
remaining twelve months of service time is performed ir «he 
regular units. It is composed of individual and team train- 
ing which progresses from squad level to battalion level 
moet. 2 i. 

In 1978 after some exparienc> with the new system 
improved guidelines were issued to aliminate frictions and 
@eene@. Ze <craining. Objectives were (1) to harmonize “the 


Misetuctions for basic and specialized training, (2) <0 dér- 


j-te 
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Vv Me craanhaing objectives for the unit from i*s m#ssion 
and the determining elements of the individual conscrivt's 
@eeupaecional task, (3) to organize the training with respect 
so these learning objectives, (4) to reorganize the trainins 


material with respect to training programs, subprograms and 


training topics, (5) to determine a nean time for czhe 
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Myecruc sions, (6) to provide all units with new, easics: 


use training materials and (7) to develop uniform guidelines 
for the checks to determine if the training objectives were 


Beacned [Rerz. 3: p. 199]. 
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As the cornerstone of the special training material 
meme Instruction for the Troop Trainiog Number 2 ({ITI?2) was 
issued (Ref. 4]. These IfT2s exist in about eighty diffe- 
meme OULT”ts according to the diffarsn*t company types in the 
Army. The selection and organisation of the training 
objectives in the various ITT2s is derived from the emvloy- 
ment principles of the specific branch of the Army and 
should enable the respective company to participa t¢ success- 
Bully in the combined arms combat. T9 lead to this objec- 
mve 2st provides (1) the topics to continue the individual 
mememang 9£ the conscripts such that they are independently 
able to master their tasks and defend themselves and (2) 


provides the employment and operating vorincipvles for squads, 


 omed 


Peecoons and *he company translated into training topics 
Mets 5: p.ll i. 
fee Regular Unsere Train? 
The specialized training in the regular units starts 
Mech a “wo week introductory training for the newly assigned 
draftees =o make them familiar with the reaular company, 
fmerer home for the rest of «heir service «ime. It is 


Mameeomer int=nded to be the beginning of the inteqration of 
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me GOnSscsipts into cheir squad. This period is ficliowed by 
‘ndividual Mareen dgeand OY  tralroang on squad, platocn and 
company level. 

The training schedul= comprises a total of 1989 
Bours for the four specialized training quarters (220 days 
with nine hours per day). The material is comprised ct sev- 
enteen percent general training , fourty-five percent spe- 
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regular schedule. (2) The assigned training, which contains 
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1190 hours comprises most 29f the MOS specific training to be 
memrOrmea Orly in the specific quartar to which it is 


assigned. (3) Not assigned training consists of 500 hours 
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with general duties and guard dutv, osrtganizing 2nd dispo 
tion time. (4) Additional training is zo be performed on 
oersers when local conditions are appropriate such as engi- 


meer training, air defense shooting, and winter combe 


Beaining {[Ref. 6: p.12}. 
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ies 
the fnmstruct2on 


Ins 


ice 
iuesorher 2amportant ITT, 
which provided the reasen 


Troops Training Number 6 (I TT6) 
for this thesis, was issued in 1981 and has the 
Company Inspection in tha Army [Reft. 7]. It requires an 

fifteen months by 
: aining and 
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The inspection consists of «hree parts. 
Iinspectzon +o be held in 
2h 


PaeemiOnescovers <n32 
It contains a knowledge t2st, instruction 
NOeard session 


anes eae 
epos = s- 2=<C. 
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barracks. 


civic education and leadership, 
general equipment and weapons, maintenance, 
the inspection of th? unit's combet cask 


Part «two, 
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Design and evaluation of the inspection is che sole 
responsibility of the respective battalion commande=. He 


has to combine in his final evaluation of a company's readi- 


je 


ness the result of the company inspection with his findings 
of his supervision of the company over the past fifteen 
months [Ref. 9: pp.14-15 ]. 

The assessment has to be stated in one sf the four 
categories: 

FULLY READY: The performance meets the requirements 
mechout exception. 

READY: Performanc2 meets th? requirements. 

MARGINALLY READY: The perfornance shows deficiencies 


but in general still meezs the Weaeenehes.: 
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NOT READY: The performance does not meet the 


Tequirements in general oc with respect to important 
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(Ref. 10: p. 15}. 
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These very general guidelines foc the evaluation and 
assessment of unit performance and rzadiness havea several 
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weaknesses. They are meee, =). Ene Teliada lity iard 
meaningfulness of the personnel reporting systen similar to 


the critique of the US Army Training and Evaluation Program 
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fnmeey by Medlin [ Ref. 11], Golub [8et. 12], Madison and 


others [Ref. 13]. 


The guidelines provid2 neither complete standardized 
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performance variables or behavioral »sbjectives nor effective 
or efficient measurement procedures which reflect readiness 
mepeeria derived from historic data, research or statisti- 
cally evaluated expert opinions. Instead they rely on the 
subjective unaided opinion of the individual battalion con- 
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Mander, kis choice of the readiness crit 
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evaluation and weighting in the final assessment. 

tego cORPYeEXizcy Of modstn military uni=s and the fgac- 
that there exist vast amounts of manuals and regulations 
Begaldirg every aspect of military functioning, especially 
training, compounds «he problem of parforming meaningful 


Mescosmen: Or performance. The Eraining of an infan*ry bat- 
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fQu 
tj 


fPalzon, for example, is regulated by about thrse-hun 


iD 


Mmamuais, firzy of which must be known in detail to th 
commander {Ref. 14:3: p. 871. 

mies itTTS6 does not contain a part which deals axclusively 
With personnel criteria and subsequently does not provide 
@eeaelines for the evaluation of existing data and reperts 


Bpmomprocedureses t> acquire additional data. I+ “further does 
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not provide procedures for measuring objectively and ¢ffi- 
m@eontly individual and unit performances, i.e., hew to 
design and se* up this important part of the inspection and 


re also 


(Pp 


how, when, and on what level to gather data. Th 
Bxists little direction t> provide effective feedback for 
ome uni+'s training. 

Further does the ITT6 neither make proposals for ade- 
quate changes in individual and unit “raining programs, nor 
suggest actions to improve personnel deficiencies as the 
mesudlet Cf an inspection while stayinjy within the Erame= of 
eee 1980 annual training hours. This is even more important 
femene actual average tims a unit is on duty is about 2800 
hours per year as a result of field exercises and other 
B@eational requirements {Ref. 15: p. 2551}. 

panally EIT6'S most =mportant deficiency is thaz it does 
not provide reference points or benchmarks for the battalion 
Commander to guide him in the determination of the readiness 
category +o which a unit belongs. 

Because human judgement represents the decisive factor 


in the evaluation process i+ has *9 be aided and previded 


fe 


e e 


FEE Te @ migra A Lele 2 bel 


with efficien+ neasurement procedures and expl 
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sc be able to arrive at results which can be compared «o «he 
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performance standards, che performances at a different time 
and/or under other conditions of the same unit and with «he 


performence Of other units. 


Die Seore OF EFFORT 

In this thesis it is intended to propose criteria for 
the evaluation of personnel readiness during a company 
enspection which could aid the battalion and company comman- 
der and lead +o a more Standardized, objective and efficient 
inspection and assessment of the readiness of a unit. It 
may further provide basic information for a new company conm- 
mander about +he essential responsibilities he has with 
respect to personnel. 

The approach is to organize the ceadiness factors for a 
Seaipany into sets of four functions. (1) personnel read:i- 
Bess, (2) training, (3) mission performance during a field 


exercise and (4) material readiness. 
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Criteria and procedures *o evaluat 


amnqd Material readiness ars availabel on NATO lev 
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meas Such as the Tactical Evaluatioi (TACEVAL) for «he Ais 
Beece, the Flag Officer S2a Training (FOST) for the Navy andi 


the recently developed Ovnerational Ri2diness Trainin 
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haogGam {(ORTP) tor land forces {Ref. 16]. Because of 
national differences and other problems, personnei readin2ss 
is only evaluated in these inspections with respect +o 
personnel present for deployment. 

For vérsonnel readiness criteria have *o be found which 
are comprehensive and simple enough to be handled with 
reascnable effort and with paper and pencil. 

A further step has to be the definition of guidelines to 
aid the commander in the determination of performance stan- 
dards for the time of the inspection during a specific 
quarter. 

The final step consists of suggestions for measurement 


ard evaluation. 
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NNEL READINESS 

In order to evaluate personnel readiness, criteria which 
are applicable to all companies must be developed. Its two 
elements, physical and psychological factors, are of 
fundamental importance. 

mEeiouga One Can argu that training is a logicai <hird 
MieeOr Of personnel readiness, in the current effort train- 


migeisS S@€paraced from the other two factors and should be 


evaluated as a separates function. 


Meee EHRYSICAL FACTORS 


The physical readiness manifested in numbers of sol- 


Geass, PlayS an important rol 
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POO lets Catia gi Sscussions 
Meerenm NATO. The number sf ready troops provided for the 
joined defense are critically watchsi because of their 


oe; =~ 


mmoOrtance for a credible deterrance against ths Warsaw 


th 


mee. The Nature of the threat, 400,900 Scvis* “*rosps 


eaome, Orjanized in ‘*#wenty-five divisions of the highest 
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BeadinessS Category are stationed within an arza of 150 


Kilome*e2rs depth east of the b 


(D 
O 
rey 
4 
Qu 
(D 
ivf 
O 
ify 
Pe 
e~ 
tJ 
@) 
) 


op | 
central 


18 





mej72On anda the NATO doctrinte of Forward Defense which means 
to engage the attacker at the border with own ground “troops. 
The doctrine was developed as a result of the fact that 


d 
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ry 


within 150 kilometers west of the bo live approximately 


ot 


twenty million people and twenty-five percent of the German 
meaustrial capacity { Ref. 17: p. 124). 


This high readiness is even nore important since the 
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Majority of the NATO forces in the ctntral reg O 
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move on the average more than 200 kilometers to reach th 
deploymern= positions determined in the general defense plan 
MepP) [ Ret. 18: p. 18}. In order to utilize *he assumed 
Beery hOULr Warning period before an attack [Ref. 19: p. 24] 
Semprang the units to full war strength by reservists and to 
meowcn the GNP positions, the units have to be kept at an 
high level of readiness with respect +o present personnel 
ena training status. 

i) Crdeueeonxcep the regular units #2n an acceptable 
training status, compensate instantly for personnel losses 
and thus guarantee permanant readinzes, one fifth of the 
personnel of an Aray unit has to be ceplaced at the begin- 
Neng of cach quarter. This has the 2ffect that about «twenty 


Memeo oOr 2a Unit*s personnel is an its first, second, third 
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mae four sh training guarter. The other twenty percent are 
enlisted personnel. As the draftes is not considered +o be 
completely trained before passing through all four quarters, 
a company's readiness can therefore néver reach the maxinun 
level. 

But the total number of enlisted men or field units 


Pome 1S not sufficient to derive 


rey) 
flu 
ty 
ct 
(D 
is | 
| 
ey) 
op | 
@) 
iP 
<j 
ray) 
| 
= 
a 
8 
KH 
3 


erdexr to get méeaningfull readiness figures, zhe number of 
personnel present on company lsvel h2s to be evaluated. 

ge Opesating Strengs 

ae Reporting Systen 
The actual procedur2 in the German Army for 

mpoOLec2 ng personnel figur2s concerning authorized strength, 
actual strength and presence for «raining with respect <*oa 
Meeetcers, NCOs and rank and file is the repor= to «he 


Pactalion staff every morains. 


Dee Lo OmeeomomenOrgjanivareon 252 EStablichnen= (TOE) 


Seu eam Ni 
(lees TOE. Phe Dasts for The rumber and 


Grades of personnel available in a company is the TOE which 
memaetsved from the war mission of *h2 unit and authorize4 


Muemeoparitiament. There are two differant TOES in the Arny, a 


Zo 





war TOE and a peace TOE. The IOE for the war situation is 
matended to be brought +9 full strength with reservists and 
equipment after NATO has declared a general alert and which 
comprises then about one million men, which includes «he 
peace strength. 

(2) Peace TOE. The peac2 TOE is bound to the 
340,000 men limit and therefore results in various degrees 
of cadreing depending on the regquir2i availability of forces 
for deterrance. Besides the cadreing, «he proportion of 
draftees compared to enlisted is of importance. In a regu- 
lac Army unit such as a coOnmunication company, it is about 
eighty to twenty percent. 

For the Army in the Fisld, assigned to NATO, “hea 
brigades as «he smallest formation capable to conduct che 


combined arms combat have the highest versonnel readines 


(n 


with an average of eighty seven percent war time TOE person- 


mel while the respective numbers for the divisional troops 
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ame the corps troops are fitty-one 
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Mew COME.) Six pSsreen . 
Mimene Learr-5F ial Asmy, Which Temaims under 

Mational command after gereral aler* and has the mission to 

Secure the area behind the corps, there exist only stcred 


equipment during peace time with th exception of some 





Pmgeneer, Military police, and signal units and the twelve 
home defense brigades which may reach a TOE strength of up 
to seventy percent. 
GAWene raezed Strength 

But because of additional peace time functions 
for the Armed Forces such as training and administration 
which are not all cover2d in the TOE and general budgst res- 
trictions, personnel have to be deducted frem the régnilar 
units' peace TOE. This shortage of personnel results not 
only in the cancellation of billets but also in their deval- 
uation. Officer billets are degraiezi to NCO billets and 
@zaftees fill the billets of NCOs. 


a 


G. Reduction Causes 


Gieolsaimeng SbOdbanms.= A further reductior of 


Meswend for military and civilian training courses and the 
very limited personn2l1 reserve of only 12 900 billets [ Ref. 
mee p. i13}.These billets are primarily occupied by those 
Meeacers 2nd NCOs who attend iong training programs iike the 
Beat year Officer cadet craining at Armed Forces Universi- 
\e22S or civilian education during th= last eighteen nonths 


Memmere: =: £OUr for those NCOs who enlisted for «welve or 
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Berteen years. All personnel who attend «raining courses of 
less than two years duration have *o remain on their TOE 
position in their unit and thus are aot only not available 
Mor training and deployment but also block 2 billet for 
another soldier who cannot be enlisted or promoted. 

All these conditions reduce the actual strength 
present in a company to an average of sighty percent of the 
peace TOE (Ref. 21: p. 16]. This nunber often is even 
smaller with respect to the leadership cof a unit who are the 
primary participants in the longer educa*ion programs. 

Some of these deficienci2s hav2 been compensated 
Ser by ~he deployment of civilian workers in certain arsas 
SiemeadS adM@inistration and maintenanse and @ general 5.4 
Memecent Surplus of draftess [ Ref. 22: p. 220]}.But tkis sur- 
fers cdOeS not Make up for the insufficztent qualification of 


=he draftees with respect to the higher val 
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ed billet czhey 
Ewentually cccupy. 
(ee OW tea ON. The Jyualiticacion of the 


Seattecs for their MOS with respect =9 physical and psycho- 


Megecal Coiteria and skills also creat 
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s problems. [In 


meve/779 the demand for draftees for th 
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Sonal Coupss woh 
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Peo stied | Ref. 23°52 p. W165). This aumber of optimally qua- 


lified personnel for training and employment can further be 
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reduced where thease draft2es 2ren 
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such as communication centers, where a clearance is required 
before they can be trained on crypto equipment or handle 
Classified messages. The security check is performed by the 
military counter intelligence and reyuires about two months. 
Because of the costs it cannot be initiated before the dra£i- 
tess have been assigned to their future occupation. The 


number cf «those who are screened out can be significant. 
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Reasons, besides personal debts, are primariiy frequ 


visits to East Germany or close relatives who live thers. 
(yeeleatceces. Orne rse2sons for shortfalls in 


draftees strength are rsonnel transfers whithout replace- 
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men=+. Such transfers are mainly mnotivated by personal cizr- 


cumstances. The overwhelining number of applications for 


iD 


transfers is motivated by the dasirs to get closer to home 
or get pack into the education process. For example a draf- 
fee's service time can be reduced when he proves shat he has 
Sagmed up for a civilian training program which can only be 
Joined once a year. [If this date falls within the last 


quarter of his tour, he may be allow2d to leave the services 


early. 
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(4) Status Changes. Reductions in the strength 
of rank and file of a unit are also caused by those con- 
Scripts who sign in and enter into the officer or NCO cadet 
training. Additional reasons are changes from enlistment to 
draft or applications to be exempted from serving in the 
military. 

Because many of these causes for reducing the 
respective operating strength of a unit are out of the reach 
and responsibility of a company commander they cannot be 
blamed on the unit in the réadiness =zvaluation. However, 
for example, the shortage of personnel, especially in the 
leadership presance, will influenc2? notivation, effective- 
ness of training and maintenance and can limit 2 unit's 
ability to perform assigned missions successfully. 


3. MOS-filled Posittlians 





a. Reporting Procedures 
(1) German Army. The presently valid personnel 


reporting system in the German Army toncerning the MOS posi- 
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tions requires a report of each unit as of th 
mies. mMOnth of a new guarter. The most important criteria 


Memeeche personnel which occupies cheese positions are rank, 
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reguired and acquired MOSs, status and a statement about «*h= 





festa! OccUpa-10n Of the imhabitant of ¢ach position. Devi- 
ating occupations can be platoon leader, an administrative 
feo in the battalion start, detatchmsnts to a basic training 
company or servic? school for a training course. 

(2ZyUSMarty. Thesus Army MOS Feadtness condi- 
tion (REDCON) rating system consists of four categories C-1 
to C-4.Each category represents an interval between +the mar- 
meteor Elghcty-six percent of full TIE strength for category 
C-1 and sixty-eight percent for catayory C-4.This percen- 
tages Of the TOE strength is personnel, whe are qualified to 
perform the duties of the position t5 which they are 
assigned. 

The deficiencies of present valid system are «he 


Peesa0tlities to match up anlisted personnel two pay 


WQ 
| 
9) 
Qu 
(D 
wh 


Meee: chan their tank and to consider an individual in or- 
@ae=9OD <Laining (OJT) capable of performing well on «he MOS 
Mesetion (Ref. 24 p. 17). 


lowe Enlisted 


Becaus¢ =he p2rsonn 


(i) 


Ie (Sg Ment Lor “eff: cers 
eeoeenCOS 2S centralized, nissmatches of rark or MOS are not 
accepted. A corporal may have to wait for a bille+ to 


memememe Vacant if he does 19t want “9 be transfered after 





featir= ng all rediiarements for sergeint. But it is, on the 


in a position for which they do not haves the adequate MOS 
when their retraining is authorized. This often happens in 
the case of TOE changes to keep good personnel and reduce 
the number of transfers. 

Despite centralized personnel management within 
the services, there still remain th2 important functions of 
personnel selection, scheduling of training and reenlistmen- 
for the individual company commander. 


Cs Draftees 


d = helen awa~ 


}2 
" 
ce 
@ 


Fort draftees and short t2rm enl:? 
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meon wich respect to the 49S is quite differen: 
companies are primarily responsibl2 for personnel 
Management. 

All draftees acquire the necessary firs MOS for 
Mies OCCcUPpation in the regular unit at the end of *he «hres 
months basic training program. Th2y may also acquire «he 


meee casey’ drivers lic 


1) 


nse as 2 second MOS. Although their 
Skills and knowledge are vary limited after this shor-+ 

met@entng “here is no further MOS test scheduled durirg the 
twelve months of their specialized training in the regular 
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pesicesmanes 2 cmeno-mlack Of OUT in u 


ara not performing a peace “ime mission close to 


mission, the US Army REDCON tating svstem cannot 
applied to *he Garman Army. 


d. Parallel Training 


However there MOSs for secondary 


ars 


specialized functions which have to be acquired 


MeeeUnits. These are in cryptology, administrati 


Maintenance.But the majority of MOS awarding is 


draftees who have to be reassiqned a MOS becaus= 
readiness 


mn personnel critical +o a unit's 


Peeeton Often practiced for 2xample in units with 
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ber of the same MOSs such as teletyps operator, 
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replacements for the few 


Similar prerequisites 
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nuclear, biological and chemical (NBC) defense equipmenc, 
squads for fire fighting and salvage and rescue operations, 
Eirst aid personnel or instructors for marksmanship, tank 
and aircraft defense [Ref. 25: p. 30]. 


ieeeaAvVallablzity for [rai 
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The decision of the Army +o transfer *he specialized 
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lar units and spread 
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training for the draftees into the reg 
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[memover the entire twelve months of their servi 


(2 


order to reach a maximum number of available units, 
increased the problem of soldiers not being available for 
training because thay were occupied with other duties. 


As “he overall requirements for regular units 
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not reduced but on the contrary a variety of peace tine 
demands were added, this permanent problem cf too few soldi- 
e>-s attending regular training was built into the system. 
Mets Often a Cavourit~e inspection topic during unannounced 
inspections by higher commanders. 
ae Additional MOS 
The variety of additional functions demanded by 


femetatsS and orders which 2r¢e in addition to the twenty-five 


PeGeent secondary functions of all TIE posts [Ref. 26]. 
meamples for occupations which requircs additional «raining 
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time are NBC defense, first aid, salvage and rescue, fire 
fighting, operating special equipment and administrative 
Mamet ions in a communication center. Most of this training 
has to be conducted parallal to the ragular training 
Bequ.red for the primary MOS function. 
bo Areal Sste ation 
The administrative jebs, at least those within a 
battalion, are rarely adequately manaed to enable the per- 
Pormance of regular work, not to mention those times when 
Mme occupan= is attending a training course or on leavs. 
These shortages require additional attachments of personnel 
Mmeemecther MOSs to ensure continuous operation. 
Ge ENSspecezons 
Pass Gzee. NUMDeT CE ALnspections (about =hirty 
Memmeveat) £Or a regular army unit [R2f. 27: o. 129] requires 


careful preparation. But the preparation time provided by 


@m@emannual training schedule is not nearly sufficient. This 


tty 


problem is intensified by the Fact that especially the exte- 
rior inspections from division or corps level have shifted 

meem £Unctional checks tc more gener2i checks. They include 
for example the finish of vehicies [R2rt. 28] which increases 


Bien regqu:red preparation time dramatically. 
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d. Extra Duties 
Peewee ames On L£UMcELIONnS which detract per- 
sonnel from training are guard duty, transfer of material, 
administrative matters, detachments to officer and NCO 
messes or attendance at sports or other competition teams 
during preparations or a competition which represent the 
mee or the battalion. 
e, Medical Problems 
This category comprises reasons which limit the 
deployability of soldiers. The exemptions which have a 
major impact on readiness and occur nost frequently are 
mmgece which are concerning outdoor training, sports, narch- 
ng, Car=ying a helmet or weapon ¢tc. Absence from training 
and exercises is also caused by thos2 soldiers who go to s¢2 
fmpigeOL OF are transferr2ji to centr2l hospitals or civilian 
Specialists for treatmen. 
f. Additional Leave 
A final category is that created by soldiers on 


Ha duties Sr dutstanding perifor- 
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Memes. This problem is crzated by ths significantly higher 


weekly service time of fifty-six hours for nearly eighty 


Memecnt Cr a@)i Army unic~s § Ref. 29: 9. 21] and the fact that 
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the pay for soldiers is *hes same as for all other civil 


ar 
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servants who work forty hours a wes 
Because the financial resources are very scarce, 
only about thirtyfive dollars per month are presently paid 


for enlisted and about twenty for iraftees A common way to 


make up for this extra time is to allow extra leave. But 
Bmese extra days off can only be taken during reqular train- 
ing, because there are many ¢€vents which require maximun 
personnel presence such as field exercises, insoections, the 
general holiday pericd where a fifty vercen*t presence is 
Mandatory and for phases of training considered vital. 


The problem has recently bean intensified by 


su 


orijer of the Insvectcr General of the Army to reduce the 
average weekly duty cime by four hours in order to save con- 
pensatory pay. This constitutes a great challenge for all 
commanders because neither the mission requirements nor 


reduced. 
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Bee FSYCHOLOGICAL FACTORS 


(he svalue tion of ssychological factors determining 


BPes=jonnel readiness is the most difficult and controversial 


Pert Of the evaluation of a military unit. Because the 
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difficulties in assessing them objectively under the cordi- 
ions of an inspection ars so complex, even for trained per- 
sonnel, they are often ommitted or only very superficially 
adressed. 

a. Historic Background 

The public discussion in Germany about the mili- 
tary over the last twenty years was dominated by topics and 
Beoblems of ptimarily psychological origin. MTh2 role of ths 
Armed Portes and their integration into the democratic 
society has been the recipient of much discussion and critvi- 
me. Phrases like ‘citizen in uniform’ and ‘civic educatior 
and leadership' and the traits «hey rapresen* were widely 
d-scussed but never found entrance into any performance 
evaluation for personnel. 

The intensity and controversy of those discus- 
sions was caused and oased on the role the military played 
macGenrman History in this century. [It basicly caused the 
involvement into two world wars which ended with disas*erous 
Meeea cs, ~he death of over five million soidiers and civili- 
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ans, e€leven million refug22s and the reducticn of the 
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Maes CL the nation to nearly one third of its 1914 ex«er- 
Sion. The military was further despised fer its involvement 


Mieene avrocities organized and comitted by the Nazis. 


38 





Woesh 


w 


Mewes cem resco“ n-men:s had £50 be ov=rcon 
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mo reinstallation of Azmed Forces in 1956.In addition tha 
wide spr2ad unwillingness to serve as draftees, the separa- 
tion from friends and families, disruption of the education 
and a drastic reduction in income were arguments against the 
services. 
b. Theoretical Model 

These historic and actual realities stood in 
Sharp contrast to the modal designed to establish effective 
Armed Forces which were capable of defending the country 
Mesed Or a democratic constitution. This concept required, 
in order to function properly, draftees which were convinced 
citizens and accepted the draft as a necessary contributicn 


mereheir country. 
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In reality drafteses wer 
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towards their duties ani were widely 


Ih 


rules of their society and their frssdom because of the fai- 
lure of the public school system to teach these principles 
SmemnOurssh an appreciation for thsic society and its 
Supporting ideals. 


By realizing this fact th Armed Forces received 


@am add2tional mission of providing basic information about 
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the principles and laws of «he German Constitution and poro- 
viding draftees with the general defense motivation which 

means to be willing to fight for their country.The Armed 

Forces were hardly prepared for this additional responsibil- 
ity.Reasons for the limited success in handling this problem 
were the scarce time reserved for ths instructions, an envi- 
ronment which must be considered inappropriate for learning 


about vights and freedom and the generally inconplete 
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education of officers and NCOs for this demanding task. 
Nevertheless progress h2i *o be mad? in this 
Mmesenrial area of motivation. Without it, all afforts in 


Meee ning and drill to handle the militaty hardware, to 


create confidenc2 in this squipment and in the validity of 


{— 


the military doctrine and leadership would not nake much 
sense.Ther2 would not be the willingness on the par: of 
Mmemetees £0 apply them in a conflict without proper 
psychological preparation. 

om Spcezat Considerations 


Psychological factors ars widely considered to 
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be the decisive elements when 2nalysing or comparing forces 
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With respect to their combat value.It is always emphasize 
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Mme che Willingness to fight is at least as imporzant as 


Bre capability tc fight. 
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Napoleon was sonvinced that the weight of moral 
compared to the strength or forces are three to one (Ref. 
ao). Analysts, for example, assess ths morale 35f NATO 
ferces higher than that of the Red Acmy which seems to be 
downgraded by the class system, ethical differences, cut off 
mere laticns With the civilian population etc. "Ref. 31]. 


However, there are on the other hand no studies available 


cr 


which analyse the effects of drug abuse, the peace movement 
or the nuclear freeze discussion on the motivation and 
morale cf NATO soldiers. 

To motivate soldiers is 2a complex and demanding 


process especially when thev are draftees. It can be state 


era ry in “democratic 
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that to motivate services in the nm 
societies based on the rights and freedoms of the individual 
Mmemniren harder to accomplish than it is in an authoritarian 
System which bases motivation py hatred against an enemy. 
Motivation is 2ven more inportant during war 
when stress of inexperience, intensity of action and <zhe 
death of close friends require individual adjustment. 
Further, it seems plausidlsa that there is 2 


Significant difference between the sit 
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as challenges which are over after a known amount of time 
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mec thne uncertainties of 2a war si 


A final aspect in assessing psychological fac- 
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effect of the 
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individual parameters indicate becaus2 of th 
mix.This means that the individual components do not simply 
mp { Ret 33: p. 10] Or in other words the +otal is 
eM@aller than z=he sum of the parts. 
a. Range 

The official function of 2 company command2r is 
the lowest level to which disciplinary power is assigned bv 
Armed Forces Law. It is the one araa with the greatest 
influence and gives «he inhabitant nis unique, independent 
Game Oval’ position. This position requires in return a 
Gz2at sense of responsibility to apply this power and <tc 
achieve the military andi 2ducational goals determined by law 
and by the manuals. 

PMERG=EyYSObdgSCctiveos are siucation to faithful 
Gemiec-, gallantry, obedience, discioline and fellewship. 
some of these, as the principle of orjiéer and obedience, arse 


Saatacteristic of the military and have «o be mairtained 
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faithfully in order to ensure the effective functioning of 
the military system. 
b. Disciplinary Means 

(ijesorma! Recognitions. For outstanding pefor- 
Mance or =xamples of dedicated service the company commander 
is provided with disciplinary means which autorize him +o 
award a certificate and extra leave up to five days. The 
formal recognition has also to be announced in an order to 
he unit. 

Generally it can be stated that positive reen- 
forcement will improve motivation. a@hen the handling of che 
disciplinary power is conceived as th2 result of sensitive 
Supervision by the company commander, it will improve morale 
mpd anmc-ease readiness {[Rsf. 34: p. 357]. At the momen* «he 
Proportion is Significantly unbalanced +o «he disadventage 


of aknowledgements.In 1978 there were 64 038 offences 
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reported compared to 22 695 aknowledgements [R Pp. 
Ho j. 


(2) Disciplinary Measures. The disciplinary law 
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Peovides five ca*egories of disciplinary measures to achi 


mae goals of enforcing ordars, ensure discipline and to 
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educate men.They range from rebukes over curfews, fines (up 
to one month pay) to confinement up *o seven days. When his 
powers are insufficient or when it is required by law, «he 

company commander has to report those cases *o his bat«alion 


commander or to military or civilian prosecutérs. 


3. Complaiats 
ae - EUpOLtance 

Another aspect of the disciplinary power is the 
function the company commander has with respect to comp- 
Tlaints. This subject is of tremendous imvortance for the 
defense motivation of the soldiers. Because of the reduced 
personal rignts and the subordination under the principle of 
order and obedience, the precedure of experiencing legality 
and just, unbiased treatment becomes vital.Part of =he jus- 
G tc 


*ice and fairness of the system soldiers are conitt 
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defend is the opportunity and procedure] by which th2y car 
Testor] violated tights of receive their entitlsmerts. 
The company commander is obliged by law to 
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decide about written complaints of his subordinates within 


Meeeain *2me limits and state his findings, what parts of it 
he accepts and what his measures wert to reestablish the 


megats Of the complaining soldier. 
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be Gategories 
(Weesemve ce Complaints. The first category con- 
prises all those complaints which hav2 as subject events and 
facts of the daily service. The main topics ar2 the behavior 


of leaders, given orders, educational measures and guard and 


O 


presence duties.Presence duties compris? peéersonasl for 
essential functions who ars available during the off-dut 
time to ensure security and immediat= reaction in cas2 of an 
alarm. 

(vase eplenas yy Complarats. ff a soldver™con- 


plains abeut a disciplinary measur2 2f his company comman- 


rosc of 
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der, the battalion commanier has t9 jJecide on the an 
he complaint. In the cas2 of a complaint against confine- 
men=, it has to be decidsdi by a military judge who in «he 
merist Place had to give his permission to executs the 
confinement. 


(3) Adm: 
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@L complaints are those #ahich ad against measures 
Semtne Armed Porces Administration sich as disputes about 


pay or benefits. They have to be reported by the company 


Semmand<er to the Armed Fortes Administration for decision. 
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4. Evaluation 
ae Objectives 
The evaluation of his subordinate officers and 
NCJs is one of the most important responsibilities of a con- 
pany commander ard also part of his position as disciplinary 
leader. The objectives in applying this reSponsibility cf 


evaluation are tc provide means *o select and advance quali- 


fied personnel and to help them in th2 process sf self-edu- 


cation. Because of the great importance for ths career of 
the respective soldiers and on their morale and readiness, 


the evaluations have to be drafted very carefully <o 
meine ain a Climate of cooperation in the unit. 

An avaluation has to be ielivered every «wo 
Wemeos and consisting of about twenty individual criterie are 
summed up in a letter graia which categorizes *h2 general 
ability and further advancement chances of the evaluated 
individual, and a number grade to appraise +h: perforaance 
Seetne present occupant of the billet. 


D. Areas of Impact 


(ieeemonor on The primety use of svalua<icn is 


Memoetermine eligibility for promotion.The personnel offices 


Meeeene Services calculaz2 out of the available jaa 
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qualification lists, which are service wide, “o determines 
those NCOs who can be promoted if it is possible in their 
Bessent bilist. 

(2) Career Jobs. Evaluations have 4 very impor- 


Geasceo 


ey 


tant input into «he process of selsc*ing NCOs for 
job. NCOs can apply to enlist fer a career, which means to 


stay until retirement at age fifty-three, after they have 


finished the sergeant course and raczived an evaluation on 32 
sergean~ billet. If they are not accepted for career they 


Mave +o retire after a maximal enlistment time of fifteen 
years. 

The letter grade of the last evaluation and “he 
number grade of the last three evaluations, with different 
weights assigned, can mak? up to seventy percent of the 
Polnprs required to qualify for 3 car2er job as NCO. The 
remaining points are determined by th2 results of the serg- 
eant course and marginal credit is also given for age, rare 
Melt fications, fitness and the results of military 
competi=ions. 


(3) Master Sergeant. A simnil 
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determine those who are eligible for master sergeant and 


(D 


those of the mas<3r sergeants who receive additional pay. 
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c. Procedures 
Because or the far reaching consequences of an 


evaluation on the individual'ts career it 1s vary important 


Q) 


mer their motivation and job satisfaction that they feel 
sufficiently informed and counseied by their conpany comman- 
der on their career and promotion chances [Ref. 36: p. 456]. 
(1) Information. Tne 13a*2 which are available 

for the briefings on evaluations are the average figures of 
meen branch Of the Army from the last evaluation with 
respect +o frequency of letter and number grade for each 
rank. Information on career chances is also available fron 
mo required point score for the preceding year's selec- 


tion. With these Lnformation zvery NCO can evaluate his 


emcttiel chances. 
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(2) Interviayv. Tha most important part o 
evaluation process is the pérmanent sontact between compary 
commander and the individual to be evaluated. Inly by regu- 


Mes eValuation interviews 1 one be assured =zhat the 
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requirements for good performance are known and accepted and 
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the necessary feedback 1s ivailable. Intarviews ar 
prerequisites for improvement of performance ard can lead to 


Meo Sat.Sfaction. It should be understcod that the provided 
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averages can serve only as @ general orientation. Hach 
evaluation has to be determined by the individual conditions 
and achievements. 
ou Semene and Reon tistment 
a. SSSic Uat2on 
TieeMeameraty of the enlistments take place ou«- 
side the influence of the reguiar unit as people enlist 


Be1or co the beginning of the draft or lL: 
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unit. Even though the personral management is centralized, 
emere remains a decisive responsibility within the units *o 
recruit and select the proper personnel and apply in «time 
@eo= their training and education courses.An important number 
of potential volunteers are influenced in their déecisicn to 
enlist by experience in their urit. 


The 
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Mphesiswan the =requla= unit®wi=nh respect to 
enlistment has to be put into counseling and selection of 


those officers and NCOs who are needed +o keep all bill 
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continuously manned and who are especially qualified anéd 
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The importance to the iniividual conpanies in 
reenlisting theiz own NCOs is furth2c emphasized by the fact 
shat the NCOs often stay for their to*al eniistnent *ime or 


career with the same unit. 
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Therefore the emphasis in the regular unit with 
respect to enlistment has to be put into consultation and 
selection of those cfficers and NCOs who are needed to keep 
all billets continuously nanned or who are especially 
qualified and willing t9 b2 transfered after enlistment. 

be. Requirements 
Because the personnel management is centralized 


and «herefore less flexible, datailei and long term planning 


j-- 


for cadets! and snlisteds' careers 15 necessary. This is 


{ 4 


further emphasized by the variety of requirements for addi- 
tional training and education. Every anlisted soldier has 
to be assigned to a training and employmen= catagory based 
on the demand in the unit and primarily his civilian 
Pedeation and qualifications. 

Ttemmegilans NSO Candidag= for che commurication 


operating category is required +o have successfully finished 
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Gm apprenticeship in a civilian administrati jo Dean clas 


requirement 1s relatively easy =o més* because ine vast 
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Majority of the draftees in 2 communication operaczting 


in 


Company are out of civilian administrative sectors. 


TOEEEne CCOmmunt cation control cCateqoary it is 


Mme harager to find draft22s with ch 
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apprenticeship which are willing to 2nlist.A primary reason 
is that the denand for them in the market place is also very 
high and they are well compensated in the civilian 
community. 
G. TEaenrong Offer 

The willingness +o enlist or reenlist is quite 
different between the branches of th2 Army, depending on its 
attractiversss and the type of qualifications which can be 
achieved during an enlistnant. Because the majority of «he 
enlistees are unsatisfied with their present civilian occu- 
Mmrnon Or Went to Zaprove their education [Ref. 37: p. 82], 
the type and possibility of education during service time is 
very important. 

(WreAPpEenclceshio. The magen attraction for a 


Mowe yedr enlistment ts the offer to provide the applicants 


BO) 


With the chance +5 complet? an apprenticeship during hac 


th 


time. As shown in several studies, the primary reason for 


Bmx cy=/i.ght percent of *h= enlistesas for four or 


ay 
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ore years 
Memeete GeSit>= for better training or training at ali [{ Ref. 
mes Dp. 31]. 


While the apprenticeship for an administrative 


feoecan be completed in 2 three months training cours:3, «haz 
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Bore the =Schpical jobs reyuires a ysar long effort of prac- 
tical and theoretical courses. This training has to be syn- 
chronized with the military NCO training which takes 
fifteen months. 

Only if personnel selection and planning is dons 


at the very beginning of an enlistment can candidates finish 
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the desired education within the four years. Changes o 
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curticulum or inadequate planning result in delays and the 
Mmeemessi-y £0 reenlist for addition2i years which often is an 
obstacle for enlistment or extension. 

(weOcnomerra Mand. | Fem she NCOs with eight or 
more years of enlistment, there exists a variety of training 
possibilities. They rang= from licences for driving 
Mee truc sors through crafts training to undergraduats educa- 


moons Tne attendance in those cours2s can be during <he 


Zeamerce time in connection with car222 courses or at the 2nd 


te 


of the enlistmen= time to increese the chances for 2 civi- 


Mean catect. For such training, an @nlistee is eligibl 
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is considered a part of his service time. All those cou 
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meee a>e€ not Formal training courses required by the bil- 


Mee, are Organized by the Armed Forc2s vocational promotion 
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service.tt provides about twenty model courses cf initial 
and retraining ard offers many possibilities for further-e- 


OSldier can also satisfy 


W 


ducation in crafts. The interested 
school qualifications from secondary school to senior high 


school. 


All these training cours2s can be attended after 
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duty hours. But the successful participation of an én 
depends in part on the support of his unit. 


6. Personnel Turnover 


DPieSmweieRo yes Fate St personnel constitutes a 
severe probiem for the readiness of 23 unit and cannot be 
analysed from unit strength. I+ was observed during World 
War II that the readiness of units remained relatively 
unchanged as long as the raplacements were small enough to 
Mementegrated by «he ‘nucleus’ of a unit [Ref. 39]. 

There are thre2 versonnel groups *9 be consid- 
ered with respect to the turnover problem. Fach is subject 
Memop]ectt:c COnditzons ard has its own impacts on «he 


Mea ness cf a unit. 
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b.. Ofbteers 
For officers the average time in 2 unit is reéla- 
ively short but often double the tine of their US Army 
Boervealéents. In 1979 fourty percent of all captains stayed 
for three years with the same unit [Reaf. 40: p. 132]. This 
is also the average time desired for a commpany commander to 
be assigned to a unit . 
c. NCOs 
For NCOs, especially th2 ranks of sergeant, the 
time with the same unit is Significantly higher than that of 
Meeercers. in 1979 tharty-two percent of all sergeants 
remeined in the same unit for four *5 six years and fifteen 
percent even tonger, whereas only four percent were less 
ehanh a year with thelr present unit “Ref. 41: p. 132].Thes¢ 
Mome@excs look even better under =he aspect *+hat an enlisted 
needs at least four years service time befcre he can be pro- 
moted to sergeant. In the case of master sergeants the s7a- 
Beoma rity is even greater.In 1979 fourty percent were 
assigned to the same unit for longer than seven years. With 


his information it is guite obvious the important role NCOs 
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Peeeeye Wich fespect to continuity and solidarity. Essentially 


maey COnNStitute the 'backbone! of a unirc. 
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d. Draftees 
(1) Replacement Cycle. Tho draftees stay for 


twelve months with theiz assigned unit.This seems optimal 


Cvice 


mw 


meen crespect to the total fifteen months of their s 
time. However the circumstances which detract from this 
positive picture are the quarterwise replacement of psrson- 
nel. In order to maintain non combat units at 2 high pres- 
ence and at an acceptabie readiness level, this procedures of 
exchanging apout twenty percent of th2 personnel of each 
uri*+ every quarter was established. The negative effects of 
Iams Procedure are primarily psychological. 

Three areas of impact can be distinguished. 

MCE OUDMC nos LON. WTho, pezmanent curbulance 
created by this procedure prevent ths establishing of per- 
sonal and group relations within squads, platoons and «he 


Soci swale) ane nS 
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unit as a whole.The compositions of th 


Mimeteas Constantly changing. 
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Peftemoul>lding of a social heerarchy among «he draft 
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depending on the quarter «hey joined the unit.Those con- 
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cripts who are in the la 
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occupy «he top position. They have the best knowledg 






procedures and persons in their unit whereas the newly 
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attached are uncertain about the military life and th 
ar2 at the bottom of the social hierarchy. This developmen: 
is a threat to the basic requirement of establishing a senss 
of comradeship. 


Ge) tteemend Statuss. Another etfect of the 


vt 


replacement rhythm is on 3a unit's training status. The 
means it makes quite a difference with respect to perfor- 
Mance to have in one telecommunication team four soldiers 


ior LOULeendiStment quarters on 2 truck or four groups of 


ten draftees from different quarters in the ovlatcon which 
Tun a telecommunication canter. In the case of the platoon 


is it much easier to maintain a higher performance level, 
because a specialization of the MOSs is possibl>=. Those 


specialized functions can be master2i in a short time.This 
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because it has to operate in twe 
be able to verform all functions. 


Another negative effect 2 the quarterwise 
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placement of personnel is a certain amount of repetition 
Beeeetstlruction for those draftees in tha higher training 


MieeeecrsS. Although it cannot be tozaly avoided, the deares 
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Of repetition is inversely proportional to the availabiiity 
of NCOs, because the draftees cannot be split into different 
performance classes. 

(2) Transfers. Another problem contributing to 
the turnover rate and also of major concern in the public 


discussion is the distanc2 between ths home and the assigned 


Mee Of a SOlditer. As the locations of the military instal- 


aT 


lations do not colinside with the population centers, assiqn- 
ments far from home are inevitable. Furtnermore the short 
service time and the technology level in the Armed Forces 
reguire careful personnel selection with respect to abili- 
ties and qualifications of the draftees in order to save 


training time and get the best qualified man in the right 


j-' 


place. Great progress has been made over the past years and 


zn 1978 about seventy-five percent of all draftees could be 


ty 


assigned to units within one hundred miles cf their home 
mewn {Ret. 42: p. 282). But thare remains 2@ problem because 
mers percentage cannot be further improved. Especially “or 
those garrisons which are located in remote areas, =he prob- 
Meaecan be Very pressing whenethe situation is further con- 
Beeecat=d by bad “raffic connections. One study indicaczed 


meets, De 293], two thirds of all dra 
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tees recommend the 
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close +o home assignments as the best way to increase 
enlistments. 

The reasons for transfer applications of draf- 
+ees to assignments closer to home can be subdivided into 
three categories: 

Ae “eiGee! Contacts. TO maintain contacts with 
their friends, families and girlfriends are «he primary 
motivation for draftees to drive hom? at ¢very possibl= 
opportunity { Ref. 44: do. 917]. These? same reasons were 
peven in apolications of draftees for transfers to other 


ies. in 


a 


eality these reasons ar2 not acceptable. The far 
from home assignment is a reasonable hardship of the draft. 


Baseecaamuy SUppoer:. Th 
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s2cond category con- 
mms applications justified by required family support. fTf£ 


an applicant could prove that his presence at home after <ha 


jt 


duty hours was required because he was the oniy son to héip 


if 


his handicapted parents or to maintain zhe family business, 
he had a good chance to bse transfersi. 

@epmeice =saq-0)) Sep ated coupl=s have no* been 
@€n important problem becaus2 maxzrried méen used *t9 be exempted 
Beomeche dzaft.Those who marry during the time in the 


services usually get transfered clos2 +o home. 





De Policy. The general policy has been for the 
commanders of all levels to recommend a transfer only if it 
would not endanger the readiness of the unit.This criteria 
requires the establishment of a policy, at least within a 
battalion, *o ensure even handling of the applications. The 
policy may be different between *he branches of the Army and 
aven within them, for exanple, a communication company of a 
division loses with each man one out of the tean of feur 
required to employ a communication truck. Ina stationary 
communication company on the other hand a redistribution and 
Beassigntien: or functions after the loss of individuals is 
relatively easy and dees adt represent a major impac* on thea 
readiness of the unit. 


But the distance to home nead net have orly 
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negative effects on the readiness of a company.If, 
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on 
1) 


bie, a policy is maintained which makes clear wha+ 
expectations for performance and coniuct are by which addi- 
tional duties can be avoided and the «trip home every weekend 
can be essured, the willingness +o cooperate is widespread 
memg CONSCripts. 


(3) Early Rs 
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S@emrediness of a unit dramatically came with increasing 
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unemployment. Because of the reality that not all persons 
eligible for the draft were needed in the Armed Forces and 
the fact thet several employers started training coursss 
only once a year, a policy was established by th2 Ministry 


of Defense (MOD).It red to deny 
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ae a em 
Se Miss a civilian training course for at least nine months, 
would mean an unacceptabl>= hardship. Those draftees whe 
could prove that they had 2 con«ract for such an 


apprenticeship could be recommended for early reiscase. 
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Beadersiup 
ean PUbREEe Education 
Phemouliotic Sdtca= on has Significantly improved 
in Germany over the past decade with respect to 2ducazion 
@bout the rights and dutiss of the Ladividual in a democ- 
mac SOCLety and the necessity of contfibnticns ftom *he 


Meme zens £O Maintain this socirety.But despite the fact that 


the Majerity of the populazcion has since 1949 only 
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mmeed a democratic form of state, the draft 
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memmeepec hg considered a vital contribution to society. 
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ieee core information and instructions about *he functioning 
mee] SOCCICZY Gnd 1tsS basic principles with a@ change in 


SMemassS 25S Still required during th2 service «ime. 





bee  Civec edu cation 


(1) Knowledge. The primary aim of civic educa- 


[ 4 


mon 2s tO provide the soldiers with the motivation for 
Mier nOccipation. FOr this krowledg= cf the basic facts of 


mentary 


mm 


+heir nation and its constitution ani laws is an el 
requirement. In the sixties the principle topics wers 
information about the leg2l basis for the military, the 
place of the Armed Forces in the democratic society, “he 
Mmeghes and duties of soldiers and th? correct treatment of 
subordinates. In the seventies a shift took place fron 
these legal aspects towards more psythological 2z2spects such 
as the motivation of the soldiers fof the required duties, 


mme personal relation between superiors and subordinates and 
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the impertance of trust ani group cohesion for readi 


(Zee ratonia-jLOn. “APGUbeNSr very inportan= 


megect fOr CiVic education is the maaner, kind and detail in 
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which information are provided and by whome. Becau 


(D 
it 
{fh 
8 
i 
oO 


BPeserem Of building confidence and *tcust into the lead 


Mm 


meee he Milicary in general is of gr2at imocrtaace in peace 


Meme. DUTIng a war this process is essential for maintaining 


effective units because =he demand for information is 
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immense and will be satisfied with rumors if there are no 
established channels and confidenc2 in the leadership during 
normal eperations. This process has to be analysed not only 


with respect to the capabilities of th company comnander 


mh 


mea the platoon leaders but in particular in terms of the 
corporals who maintain th2 closest contact tc rank and 
file.In addition as they belong to roughly the same age 
group as the draftees they have a gr22ter appriciation of 


their problems and needs than would be <rue of a thirty-five 


year old company commander. The difficulties of the NcOos 


ct 


Will be with respect to articulation and argumentation 
because their education was different from that of high- 
Bpemook Graduated draftees. In addition, they have «he prob- 
tem of maintaining their authority ani a acceptable 


BeeaeroOnship with the conscripts. 


(jeer ero ean ag Coes zen*s Rights. The objec- 
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tive here is to go bejond the improvement of knowledge and 


give the draftees an opportunity «o 


(i) 


xperisnce the honoring 
Of their rights during the everyday duties. Even though 
Bese Fights are limited during their time with the ser- 
Vices, they should get an appriciation of democratic 


principles as iegal: 
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Gencernang ths comittment to democratic princi- 
ples by the draftees, a study § Ref. 46: po. 109] suggested 
maat ic denerally waproved during tine of service, but +hat 
the number of those who were convinced of the necessity of 
the draft decreased at the same time. The primary reason men- 
tioned for this decrease was the fealing among conscripts of 
boredom, wasted time, unchalléenging jobs, etc. To eliminats 
the reasons for these demotivating circumstances has +o be 2 
Major concern of each company commanier. 

Means of accomplishing this are careful planning 
and organization of the weakly schedule and a permanent con- 
munication process that makes it understandable that a pri- 
mary task of the military is to be present and that it is 
Sec wcult With decreasing funds to organize a constantly 
challenging service times. 

8. soc 
Piecmieneh seG.20n COntadtns the evaluation of all 
those factors which hav? an impact on the life of «he draf- 


Mmeemaguring his service time. They primarily impact on his 
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Meemetre time and are within the inzéluence of <ha 
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ce oe wing OClartecs 
(1) Personnel Arrangements. The primary *arget 
must be living conditions and quarters because the draftees 


meescbpliged to live in the barracks. An important aspect 
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here is the number of occupants which normally var: 


ween six and twelve soldiers per roon. It should be a prin- 
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ciple to locate those soldiers cogether who are employed in 
ateam . This is even mors important in order to mak2 up 


menethe negative effects of the quart 
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wise personnel 
replacement. The establishing of group cohesion and effec- 
tive teams can be better supported by having its members 
[eve together. Although this may favor the building of a 


social hierarchy, this system ensures *he quick integration 


ct 


of the newly assigned draftees into their *eam. The proce- 
dure tc keep those groups together which were built in the 


Bee c claining unit until the end of their service «+ime, 
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srequentiy results in vanialism directed against the furni- 
ture and the room. This release of their anger against +he 


Meee aty usually occurs in their last quarter. This activ- 
ity can be reduced by the presence of cthers who still have 
quite a time to serve and are interested in maintaining a 


memeeanle conduct and a2 good condition of their quarters. 
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(2) Material. As a result of ecconomical fac- 
tors (i.e. the monthly pay for draft2es is below one hundred 
dollars) draftees are required =o ramain in quarters during 
Set-duty hours. It is therefore important that quarters be 
adequately maintained to make off-duty time as pleasant as 
possible. Measures have to be saken to improve the condi- 
ion periodically and also to make th2 quarters more comfor- 
maple. @€.gG., providing paint and material for pinboards or 
purchasing «table cloths and allowing certain arrangements of 
ae ocUucniture. 

b. Recreation Installations 

This category comprises nostly thos® installa- 
Pons Which are provided by the MOD beacause of the infras- 
GeWetUre! requirements and the costs. Examples are clubs 
momemort2cess, NCOs and rank and fils, 2utocare facilities, 
saunas, etc. But some of these facilities can 2lso be 
@ictalled in already existing buildings if <he company 
commander applies for the change of utilization 

Cc. Recreation Measures 

()eeGeOlupence  Vieryss. in order £o promote the 

Objective cf group cohesion during the off-duty tins, 


several measures c2 be t2ken. The nost common one is to 
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support social activities on platoon or company level or 
fern the NCO corps by providing th= facilities and/or 
MeeicPorcavwecn. TOUZS Hts oublic or other mili*+ary installa- 
tions as well as those of the allies are possible. SEuch 
activities are motivated by the desire *0 promote educa- 
tional goals and impreve interpersonal relations. A further 
area of frequent activitizs is the arrangement sf sport 
activities and competitions. 

(2) Individual Support. The means which are 


provided to help soldiers organize their off-ducy time cr 


(iD 


even provide them with possibilities for activities ar 
equally important and various. They can include the estab- 
ieommen: Of a recreation office, run by a drattee, which 


activi- 


(24 


gathers information and organizes Svents an 
ties.Other measures are +o provide books, newspapers and 
Seeoerttainment electronics. 

Go) Finds 


((ieeotiges.) The first Ssotccs of Financial 


BesoOurces are the funds annually provided in «he military 
Beages. hese funds can only be spen* fsr hardware which is 
iisted in a specific regulation.The major things it can bs 


Spent for are TV and radio sets, sSpoct equipmenc and tocls. 
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(2) Canteens. The second source is the money 


ws 


spent in the canteens inside *h2 barracks.The lease agree- 


ment requires that a percentage of th monthly sales has *o 


PS 


be transfered to the companies. The expenditures have to bs 


authorized by a board consisting of the battalion commandér, 
the company commanders, the head of the locai Armed Forces 


Mage stration and the stsaward of the NCOs and of rank and 
file. This money can be spent in ali those fields of 


Saece On LOr Which no funds are provided. This can be +o 
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Baye presents for hospitialized soldisrs, to honor outstand- 


helr service «ime with = book 


sy 
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ing draftees at the end 
and to improve the dinner for those who are on duty over 
Christmas. another way is to buy paint and material to 
-mprove the living quarters of the saliiers.The problem here 


Memwenat there are official funds available bur only in very 


Heng time intervals. 
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The criteria for the evaluation of the perso 


8 
j+- 


Ecadiness of 2 unit cutlined in the previous «wo chapters 


» 


represent those facters which are coasidered +o be the sin- 


(Dp 


gl2 most important ones. Combinations of some of these fac- 
SOrs result in readiness factors whith should be evaluated 


Mmemene Ouhe> Major parts 2£ the comp2ny inspecticn. Such 
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combinations of personnel readiness criteria influence, for 
example, the performanc? in sports and shooting competitions 


and in general that during the field exercise. 


63 


iy 1s ee 
me a) etal at 


70° eonen fSek 5? 
ae 


a ne 


.oiiier® Siete ae 


engisipanegs 75 ‘enge Fae-2 








III. RESULTS AND RECCOMENDATIONS 
In order to achieve an adequata readiness evaluation «he 
fmuese Step should be to determine from the mission, histori- 
cal data and the experience of present and former commanders 


the variance of the factors, their weight and the benchmarks 


MGA e: 


ip 


with respect to the four readiness categories of t+h 
tor all unit types. 

An optimal design of the personnel readiness function 
can be determined, by developing and analysing different 
Semragluretions of those criteria. This procedure will avoid 
Poe sltctuacicn that where 2 high function value is achieved 
by concentration on a few lower 


priority areas. 


Meee ALYSICAL READINESS 
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The emphasis with respect to the benchmarks for 
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Seangeh =O “has 
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@eeual Scr ength is to show if the reazu 
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unliz «ype is maintained. This figur= will change over the 


year and reach a low of f£1fty percent of the authorized 
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strength during the holiday season and the maximal value 

mieemg exercises. These sategories can consis: of different 
intervals for officers, NCOs and rank and file depending on 
(1) formal training coursa requiremerits, (2) the mission of 


the unit, (3) lLts equipment and (4) the ratio of thes: three 


(1) 


personnel categories to each other. 

Further they have to be based on an evaluation 
of the average time a "standard" NCO is available in <he 
unit expressed in man-weeks or man-davs.That means, for 
example, for corporals whd may hav? an average 2niistment 
time cf three years for this unit typs, that «hey, by 
et=ending the regired formal training courses for their MOS 
and those for secondary functions and their annual hollidays 
are only available for their unit about seventefn months, 
S@eeue halt of their enlistment =ime.A similar evaluation is 
required for sergeants ani officers. 

The reporting form should 2also show those groups 
MmmeetMet2 ONS 2N 2 URLt Which are critical with respect *o 
its deplcyability such as sontrol ani crypto oersonnel in a 
communication company. 

These data could be analysed during a ccmpany 


inspection with respect => the readiness category the 


Or 
(Ji 





mies nes Delonged Fo during most of the training or during 


iQ 


exercises and provide the basis to evaluate the observed 
performence. I+ could for example show the effect of plan- 
ning and organization within a unit to achieve 2 high degrees 
of readiness with limited resources. 

These readiness categories would sinplify he 
analysis of the reported strengths and mak? it ¢asier to 
Give feedback to the unit in the form of better coordination 
and planning of duties ani projects and eventual support for 
memo wWiLGh haS reached or is about to reach 3 critical 
Beacus bY tzansiering personnel or centralizing training 
within a battalion. 

Dey (Rwaetlability for Training 

The propesals in this section are made under the 
assumption of quarterwise replacement of the draftees in the 
Sercoons. Further, 1+ is assumed that the principle level 
Berea nstriuction is that of the platson with an average 
strength of about twenty-five nen and four NCOs. The inten- 
tion is to suggest organizational measures to ensure effi- 
Grea. training.Although organization alone does net gquaran- 
t€2 e@ high degree of readiness, it is5 an important facter in 


reaching this goal. 
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Piewevalvarron Of a Unit’s performance with 


mespect oO high participation in training requires that the 


it 


Paaaningematerdal be categorized with respect to its imper- 


tance for the respective MOS and the unit's mission.Bu* «he 


importance of attendance in, for exanple, the highest cate- 
@eny cor instruction may also depend on the training quarter 
of the draftee. For examples, instrustions about the use of 
traffic abbreviations is 2ssential for a newly assined soi- 


Geer while == is only repetition for one in a higher 


@eaening quarter. 


iD 


PUemeOnVO2hS rt Dar<ts Of =the training, even though 


they represent repetition, complete 2tt+endance is 


a) 


réequired.Those areas are 2xercises and field training on th 
teerous l=vels of command, safety ani security instructions, 


Meeoons =<la@niing, Sperts and ali oth=r parts of training 


j-- 


ween Primarily have a strong impact on group cohesion and 
@eopetation Within the deoloyment structure of a unit. 
Depending on the mission and equipment of a unit, 
Maintenance may also be such an important category. 

If these training cateéegoriés are defined, tha 
attendance can be checked by the battalion commander or his 


b 


hes be evaluated during 
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deputy over the year and ¢t 


the company inspection. 
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The function of the company commander to achiev> 
high attendance should be to initiat> and maintain organiza- 
tional measures which are able to gives the draftees and the 
respective instructors th feeling of the importance of 
Pmose parts of the training. 

Because this area is als> subject +o outside 
influence such as measures of the battalion staff, the mnedi- 
cal facilities and other companies, i policy should be 
adopted by the battalion which allows planning and coordina- 
feeemeror projects. By this approach, conflicts sf intrests 
can be avoided and the number of soliiers who are withheld 
Bee mpOrtant training on short notice tasks are 
drastically reduced. 

Peeouah=t erly Report on MOS*=filled Positions 
These quarterly reports should provide the basis for 
the evaluation of a unit's personnel structure and its 


Beospects for the near future. 
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On the basis of the information re 
reports and the requirements concerning formal training 
Se@ases and the time limits outlined in the tratning and 
employment catalog for NCOs, whe personnel selection, 
consultation and planning within 2 company should be 


evaluated. 
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The billets which are vital for the mission of a 
Meee and/or are only authorized as tadividuals or in small 
numbers have to be thoroughly checked for complete training 
and continous occupation. The number of man-hours available 


Qa 


we 


rt 


quarter or yéar compared to the scheduled 1980 annual 


ae) 


service hours may be an appropriate basis for «he analysis 
It may also be adequate to check if other NCOs with relatad 
MOSS are trained for these functions in order +o have then 
eyaettable as backups during exercises or in the case of an 


emergency. 
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AMIDOT=ant, criterion for ths per ness 
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eee Unit can also be the 2anlistment time structures of <= 
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NCOs. That means for th2 NCOs, how nany enlis=ad 


four, ¢ight or twelve years. As the minimum “tine cf 
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men=s tc be promoted to corporal or sergeant are firteen 
mon=hs respectively four y2ars, it is important to havs at 
least fifty percent of tha NCOs in each categcry with 
erlistment *imes significantly longer.That is, 2 compan 
where the majoricty of the corporals has only 2 service time 


Of two years, does not hav2 an optinal degree of readiness 


Because of their lack of experience, even “hough all billets 
meemece’t led. in order to iefins a realistic mix of 
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enlistment times it is necessary =o know the skill level 
which was conSidered necessary when the rank structure and 
fm= ratio of leaders to rank and fil2 for the [OE of the 
unit was established. 

The availability of NCOs during important events 
such as exercises or inspecticrs and essential training can 
be analysed with respect to bottelnecks and provisions mada 
to reduce the effects of unavoidable events on readiness. 


Included in this report should be all those func- 


OP) 


tions which are not covered in the TIE put are necessary <0 
Brovide complete training and readiness of the unit. Within 
MmeeommancasiOn URLt, therS could be training for non stan- 
dard telecommunication, t2lephone and cypher equipment, NBC 


defense, first aid, safety and security, marksmanship, 


firefighting and salvag2 and rescues 2tc. 


eee SLCHOLOGICAL FACTORS 


1. Disciplinary Mean 


WwW 


The analysis of handling she disciplinary power 


Should be primarily concerned with general trends rath 


([) 


= 
t 
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than individual cases. Th2 annual report of «he onbudsmar 


4 


of parliament can serve as a good reference and indicatcr 


Megeacttial problems and trends in the Armed Forces 
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Semeetnang morale and discipline. This document is further 
of great importance because it contains relevant 
interpretations of the law and policy statements of 

the MOD. 

Other important incidents sucth as objections to 
serve in the Armed Forces, suicides or complaints handed to 
the ombudsman of parliament and to its petition commiztteéee on 
the other hand have to be analysed with respect *o their 
effects on the morale and motivation of the unit. 

The analysis of the application of disciplinary mea- 
sures should first be with respect +9 formal correctnsss. 
fees Can be done by checking the distiplinary book of «he 


fimee Which consists cf two parts. The fi 


14 
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= (par =. con caans 
all valid disciplinary neasures issu2d against soldiers of 
th2 company and a form for each individual wher2 dace of 
punishment, validity and prescription are dcecumsnted.For 
this vart an actual pagecount of ali valid neasures in the 
book has to be kept. The second part of the book contains 


*#he tormal recognitions €or gach individual which in ccon- 


ty 
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frase +o he punitive measures do not become invalid afte: 
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Geetaln emount of time. All the dates and «+ Ss 


papers have to be properly signed by *h2 company commander 


Seeen]e authorized deputy. 
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ae Formal Recognitions 
Criteria for the analysis of the formal recogn:i- 


isted and rank and 


+ 


tions can be the distribution between en 
file. The leader's example plays an important role with 
respect to performance ani readiness. This is normally docu- 
mented in the high number of recognitions for then. 

But there should be at last an even number of 
eeem@al recognitions for draftets. The principal reason is 
their in general outstanding morale and readiness during 


field exercises despite the fact that they are drafted. 


He) 


further reason is that they often have to fill in for absen+ 
NCOs and perform well despite the Lack of training anid 
experience. 

Another aspect for analysis should be the events 


and performances for which formal resognitons are awarded. 


They can show the sensitivity and emohasis of 2 company con- 


th 


Mander with respect to verformance and notivation. 
This analysis can also unveil different percend- 


eens cr leadership and motivation by comparing the 


proportion of formal recognitions +9 punishments. 


He 





b. Disciplinary Measures 

The analvsis should primarily be concerned with 
general trends subject to disciplinacy measures rather than 
individual cases. 

The estes NDerc ant partes the analysis of the 
disciplinary measures since the last company inspection with 
respect to their kind, personnal involved and frequency.This 
provides good indicators 9 morale vroblems in 2 unit and 
Baeeacuiler problems in the military education and training 
or between individual leaders and thitir subordinates. But 
it may also be necessary t9 look intd special cases if thers 
@e- Violations of constitutional rights or committed 
feloniscs. 

The analysis cannot be extended ints *he chosen 
Pum@esh@en= which is the sole responsibilizy of tha company 
commander and would mean an interierence into his sovereig- 
nity. Nevertheless, the applied scale and the treatments 
provide information about the skills of a company commander 


and his subordinate leaders to deal with disciplinary prob- 
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Pems and =he means by which they maintain discipline and 


GgOeovation. 


v3 





2. Complaints 

To enable an analysis of +ha complaints proccesse4 
@ueing the last inspection, a data gathering process of 
these historical data has to be authorized. Data gathered 
should contain information about the numbers, category (dis- 
ciplinary, general servic2, adninistrative) of the 
complaint, its object and whether it was accépted or 
rejected. 

General problems 2£f importance for the analysis may 
be alcohol abuse, disobedience, abus3> of the right to give 
orders, ganeral tensions etc. 


This part of the analysis should also include <he 


number and reasons fer disciplinary m¢asures which had been 
Mayalidated during the chack by the next two disciplinary 


leaders or the military disciplinary lawyer because of for- 
Meme mscOnS OL insufficiensies in the formulation of =he 


sentencing. 
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@ioars should also be théir : 


frequent with respect to parsonal ani service data and 


missmatches betwesn the marked personal and performance 
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m@eamactsre:stics cf an individual and their free 
description. 


ine Cameiom= 20DoOrtanh.« CLLtSria are again the proce- 
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dure and interaction during the process in which th? as 
ments are made and perceptions of performance are passed on 


from the company commander to the respective subordinate. 


The emphasis here should b2 on the ways by which the ass- 
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iD 


essed are kept informed about «heir relative position, th 
expectations of «heir company commander and «heir chances to 
achieve set goals. An important procedure 1s 2 periodic 
evaluation briefing for the individuals to keep them 
informed of the perception of their performance and to moti- 
vate them to improve it. By this, unpleasant surprises at 
the day of Signing the evaluation can be avoided. 
Circumstances whith also nes1 to be considered in 
analysing the evaluations in a company are the length of 
time the company commander has known the man he has to eval- 
uate. Further it is important that his own €xperience and 
quaiifications which may bias his exoectations with respect 


*Oo an average performance or may resulz in *oo benevolent 
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Pemeitet tons it he fears the contront3iation with the ev 


ib 


be considered. The battalion commanier should furczher 


Bis. 





assess the objectivity of the evaluation criteria and look 
mee eGValuation errors Slich as che halo effect, selective 
recognition and generalizations. 

Other criteria ar>= the regular conditions under 
Bich the evaluatees work and factors which may degrade 
their performance (e.g. personnel and material shertages or 
+he lack of adequate training) and which are not perceived 
as constraints by the evaluating company commander. 

The final aspect in analysing the evaluation vorcoce-~ 
dure is the distribution of the final grades. For every 
branch of the Army and even each unit type there exist 


Sena Gacceristic distributions which can be used 3s 


j 4e 


Gz onta*ion. 


During the companv inspection the battalion comman- 
der should therefore evaluate significant deviations fron 
tha average and discrepancies from his own assessmenz of 
individual NCOs. 


UW. Enlistment and Reenlistment 


In this category the analysis should unveil tha 
degree to which the demand for enlistments and reenlistments 


in the company could be satisfied. This has to be based cn 


em@emovetai!] Sizuatien of the respective branch of «he Army 
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Bee low toca  GOndi=.6ns £Do that unit. Further the selec- 
fioh and pianning process 29f the carsers for the NCOs and 
rank and file of the company has to be evaluated as the most 
important part of this analysis. 

Another part of ths analysis has to be the amount of 
enlisted and trained officer cadets for the reserve. Thess 
enlistments for *wo years provide ths companies with person- 
melewho d© 20 occupy MOS positions and by this can 
compensate for those NCOs who are arteanding a training 
courss. 

There should also be an evaluation of those cases 
where a change of the military training énd employment cate- 


gory was necessary in order to reenlist an NCO who belonged 


(iD 


to one of those MOSs for which only very few sergeant 
billets are available. 

Other points for the analysis can be the number of 
unfilled billets with own reenlistments or how many NCOs ar=3 
meoeeyvong £On reenlistment but for which no billéts are: 
available. 

Meee ce pos snould be che number and chances of 
gperecentS [or career billets. Here the battalion commande= 


“necrease 
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has also a significant influence beca2us 


their chances by especially recommeniing hem. 
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5. Personnel Turnover 


The turnover category of a urzit could b2 assessed as 


th 
ey) 


gmwpeigh-ing factet for th= strength rating o compary. 
The evaluation intervals for officers and NCOs could be 
smaller than those of the rank and file to emphasize «he 
gmportant role of the leadership in a unit for its morale, 
training status ard readiness. 

For draftees the emphasis should be on the replace- 
ment rhythm, the percentages of thos2 who are transferred to 


[mmers CLOSGCL tO £heirt famlies and os those who are rc 


leased 


ar Set et 
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earlier. There number and cases should be analysed with 
respect to those draftees who remained in the unit, the 
effect may be predominantly negative. 

The multiplicative factor to weignt the personnel 
strength should also be considered with respect +o the unit 
type.It coulda for example be smaller for a stationary 
communication company than for a mobile one. 

The replacement cycle or draftees has to be consid- 
emeda very carefully to soften its négative effacts. Alter- 


Natives +o the quarterwise replaceman* can be replacements 


every half year or per antire piatoon. But the effects of 
differently qualified personnel has to be consiijered 
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carefully because, for example, nearly all highschool gradu- 
ates are drafted in the summer quart2ar and when not 
available tc a unit could mean 2 considerable loss. 


6. Civic Education and Leadership 


il be 


The main sovtizces 9& information about AoOtivation and 
the climate in a unit during the company inspection can be 


Ea) 


(D 


instructions in civic aducation and leadership and an 
interview with the elected stewards for the NCOs and for 
rank and file. 

The instruction can show *the approach and means by 
which the officers and NCOs work towards the primary ¢duca- 
Bewonal objective for the Armed Ferces. This is the benefit 
of society instead of the individual and the process of mak- 
ing understandable that their séervic= is an essential con- 
memomeron tO this need. It will further provide insight 
into the ability of the leadership of the company to axplain 
problems concerning the Arned Forces and to motivate the 
G@rattees to make up their minds in discussions with others. 


Besides the capability to explain basic positions che main 


(D 


effort during the presentation should be directed towards 


the way each others! arguments are handled and how a 


My 


Fag ~ ‘ 
L2erent 


consensus is reached. To understand and respec: di 
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Oppinions is the basis for trust and comradeship and 
essential for motivation and succesful job performances. 

The important criteria of information processing and 
exchange should not only be analysed with respect to the 
perfomance during the instruction, it should also include 


the observation during the field exercise where permanen’ 


J 


( 


briefings are raquired to 2nable all men to participate and 
motor abiwce accavly to performance of their unit. 

The interviev with the stewards is of impor“ance 
because they enjoy important privileges and duties within 
the German Armed Forces which are determined by a special 
law.They have for example to be heard by the company comman- 
der about the personality of the individual accused of an 


offense and their st 


ry) 


tements have to be documented. They 


may further be involved in the proc]2ss of setting up «he 
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schedules for presence duties. This scheduling cepre 
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problem because it has a strong influence on «he leis 


Some Of ~he individuals. [ff the forsmens! position and 


(pb 


influence can be utilised by the company commander, they can 
play an important role as intsrmediator between him and 


maeort Clientele. 
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7. Social Factors 

The most important objective in this part of the 
analysis have to be the measures taken and the initiazives 
mis situted to maintain the living quarters in good condi- 
+ion.The draftees should be able to feel at home for the 
twelve months of their service time. 

PmesAUmber) Gb OCCUDancS, EFODm COondi*ions, amoun= of 
private equipment allowed atc. should be svaluated. 

Another area of analysis has to be the kind and con- 
Gition of facilities provided by the company such as hobby 
and crafts rooms, messes, tv rooms and sport installaticns. 
A further criteria should be the response +o «he recrea- 
meomal inetallations, which indicates whether or no« the 
facilities meet the needs of the draftees. 


Objectives with respect to the recreational activi- 


4 


ties should be the degree by which the leadership of a con- 
Bamy 2n>=iaces or promotes activities which contribute to 
meemgcouy Cohesion and identification with the unit. fT 
should be distinguished between the activities within «he 
NCD corps and those for the draftees. Because of the impor- 


meeee OL the NCOs to the readiness of a unit, effor+s toward 


cohesion require much more emphasis than that of rank and 
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file for whom entertainment may be an equally importart 
aspect. 


As the funds are authorized by a comittsé¢, the 


ra) 


nao 
lysis can focus on the procedure by which the objectives for 
activities were determined, that means to what degree «he 


uSs2rs wer? involved in the decision process. 
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IV. SUMMARY 

The motivation for this effort was to provide sugges- 
tions for the selection of personnel readiness criteria for 
west German Army units. These criteria aré intanded to be 
primarily evaluated during the annual company inspection. 
They represent an important part in the evaluation of the 
overall readiness of a unit. 

By suggesting these criteria it was intended to simplify 
mpage gquade the efforts wichin the units regarding personnel 
readiness. If the criteria are elaborated as suggested in 
the previous chapter, uncertainties and misconceptions about 
Optimal performance can be reduced resulting in a more 
pee tent ucilization of resources. 

Another effect of establishing these criteria can be *o 
provide she Army with procedures and data which enable it 
notonly to make relevant evaluations for various branches of 
the Army as weil as provide input t> the Geveloopment cf 
Bes, training programs, etc. 

MpotmencaeeDeen-2On Of this effort has been to provide 
anformation or guidelines for company and battalion 


commanders who are new in their assignment and 1 


(D 


ss 
experienced. 
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Combirations of some of *+he personnal readiness criteriz2 
result in factors which should be avaluated in the other 
Major parts of the company inspection. These criteria 
influence, tor example, performance in sports and shooting 
competitions and in general that during the field exercise. 

Certain possible factors or critaria were not covered in 
mas G-fort. The primary reason being the lack of relevant 
data during a company inspection for a meaninagfull 
evaluation. 

One such factor 2S combat motivation.I* ccntaans all 
fese factors which influence the motivaticn of 2 seldier to 
mignc dur2ng a Dattle. Combat motivation is considered to 
represent the complement to defense notivaticn which 
describes the basic motivational neesis for a soldier's ser- 
meee and Can be observed in the part about civics education 
and leadership. 

mnercCaater2On Of Jeadershtn seriscmance is considered +o 


wee 


be best assessed during the fiel 
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Mor emse and one -Vvalvla— 
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zion of training and maintenance and should therefore be 
Paeeuaced 2n that centext. 
Syerell chis-ettfonr= should previlie sufficient criteria 


on which to base the evaluation of a company inspection. I+ 
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should be more realistic than the ITI6 and may result in thes 
downgrading of units because of th2ir personnel 


deficiencies. 
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In this procedure the inspecting commande= 


a large amount of responsibility and influence in the final 


fos cS Sent . 
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